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Benchmark Improvement Process Methodology  
- Sample - 

 
We added three columns to the data that is contained in the basic Annual Benchmark Report.  The added 
columns are to the right of “Ranking” on the facing page.  These columns effect the implementation of 
Dr. Camp’s 4th and 5th Key Benchmarks at the Installation level and the 5th at the Region/Army level as 
well.  Please note that the sample information is to illustrate the methodology used and is based on current 
year data. 
 

Camp’s 4th Area is to “analyze the gap between what you do and what the sum of the practice 
would say you should look like.”  Though these numbers are divinable in the current annual 
benchmark report, it involves the stubby pencil approach.  The column “Difference Bench to 
Actual” is the results of subtracting the Total Rounds Played from the Rounds Played 
Benchmark. 
 
The Average Green Fees Per Round column is pulled from the Annual Benchmark Report, 
and is the mathematical results of dividing total green fees income by the number of rounds 
the installation reported as being played. 
 
 
Camp’s 5th area is to revise the “internal performance goals” based on the results of 
benchmarking.  The 3rd column does this.  It reports the actual increase in NIBD that would 
result if the Rounds Played (RP) Benchmark had been met, and this should become the basis 
for the performance goal of the operation. 
 

Example:  Using Baumholder, the first installation on the list.  It shows that the “Difference Bench to 
Actual” is 3,884 Rounds played.  In other words, the “gap” between what they do, and what they should 
do, is 3,884 Rounds.  Therefore Baumholder should revise their “internal performance goals” by 
increasing rounds played by 3,884 rounds.  
 
Using Baumholders Average Green Fees Per Round of $13.63, one can calculate the impact on the bottom 
line for this activity if the installation had met the benchmark.  In this case, it would have produced an 
additional $52,920 in NIBD.   
 
The potential increase in NIBD in FY 03 if all Army golf operations had met this Benchmark is of 
particular interest:  $8,661,686.  More than double the current reported NIBD.   
 
The adoption of the Benchmark Upgrade Process creates a real benchmark that is useful by the Regions, 
Commanders, and Managers, to determine specific areas to target for the specific listed action, without 
requiring users to pull out pencils, calculators, and spreadsheets. 
 
Again, not all Potential Increases in NIBD shown in this Report are attainable.  That’s why this Report 
should be used as a tool, not a weapon.  With the large number of activities the Army has, local 
conditions, such as weather, base security, diversion of the facility, one-time problems, etc., can result in 
the Benchmark not being attainable.  Even if it’s not, at least, with adequate verification, the reason for 
the non-attainment becomes a known element of the operation, either as a one-time affect, or continuous.   
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Rounds Played 
Benchmark Improvement Process  

- Sample - 
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SUMMARY RESULTS OF 
BENCHMARK IMPROVEMENT PROCESS 

 
 
The table below shows the totals of all the Benchmark Improvement Process Potential NIBD 
increases, from all the sheets that follow in this report.  Even a quick look at this table reveals that 
huge potential increases in NIBD are available from all programs.  Remembering that the 
Benchmarks are set at the 25th Percentile, Army Average, or as an industry accepted number, 
there are numerous activities already meeting or exceeding the Benchmarks so that it becomes 
harder to rationally accept statements that it can’t be done.  If the Benchmark is set at the 25th 
Percentile, then 25 percent of all programs are already meeting the benchmark!  If the Benchmark 
is set at the Army Average, then fully 50 percent are already doing it!! 
 
Money remains tight in the MWR world.  Decreasing dividends from AAFES, reduced 
appropriated funds for MWR, additional security constraints on programs, and deployed troops, 
are all factors which contribute to increasing the difficulty our programs have in generating the 
much needed earnings.  It is time for the Army, Regions, Commanders, and Managers to take a 
serious look at the results of their operations and to adjust the programs to meet as many of the 
Benchmark targets as are possible and practical.  Closing facilities should be the last resort.  

  
 

Summary Results  

 
Note:  Current total program NIBDs above will not equal the Army-wide SMIRF numbers, as adjustments were required for 
the Benchmark Improvement Process purposes, such as non-reporting installations, missing data, etc.  
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Area Current 
NIBD NIBD % 

Potential Additional 
NIBD if All 

Benchmarks Met 

Total Potential 
NIBD 

Potential 
NIBD %

Golf $ 5,869,007 9.1% $19,046,090 $24,915,157 29.9% 

Bowling $ 4,405,936 10.0% $ 5,643,710 $9,885,314 23.0% 

Catered Food $ 4,943,020 24.0% $ 3,543,464 $ 8,400,627 41.8% 

Snack Bar $ 2,721,964  12.1% $ 2,981,519 $ 5,708,316 25.7% 

Dining Room $ 2,429,734 5.9% $ 7,339,184 $9,768,918 23.6% 

Regular Bar $ 8,259,308 35.3% $ 3,521,232 $11,775,237 50.3% 

Total $28,628,969  $42,075,199 $70,453,569  



 
  

Golf Program 
Benchmark Improvement Process 

 
As the Golf Program Benchmarks includes data on patron usage (daily rounds played, annual green fee 
rounds played, etc.) that are not available in the other program areas, we are able to report on six 
Benchmark areas for golf.  Food & Beverage departments at golf facilities are in the Food & Beverage 
section of this report.  We expect to add several more benchmark categories for golf next year as we re-
look the primary data that will produce useable results. 
 
The table shown below displays the top and last row of the chart on the following pages and highlights the 
Army-wide impact of these six benchmarks.   
 
For example, the Column labeled “Increased NIBD if DG (Daily Green) Fees Equal Average”, shows that 
the average daily green fee for the Army in FY 03 (after adjustments for outliers) was $15.55 per round 
played.  If all Army golf courses that charged less than $15.55 per round played, charged this amount, an 
additional $2,732,196 in NIBD for Army Golf would have been produced.  
 
The largest increase in NIBD would occur if golf courses met the Rounds Played Benchmark (72.2 
percent).  Using each installations actual Average Price Per Round (not the higher benchmark amount), if 
all listed met the Benchmark for Rounds Played, the NIBD for Army Golf would more than double 
($5.9M current NIBD plus $8.66M from meeting the Rounds Played Benchmark).  The “lowest” increase 
in NIBD would occur if all activities with Pro Shops met the COGS Benchmark, which is based on the 
Army average of 75.3 percent.   
 
As you peruse the sheets with all the installations listed, you will see that many programs are doing 
great!!  Those with numbers under each benchmark column that are colored “green” have less than a 5 
percent deviation from current NIBD.  In other words, those facilities, while not exceeding the 
benchmarks, a change to equal the benchmark would have a small dollar or percentage impact on their 
overall NIBD. 
 
Numbers in “yellow” have a 5-10 percent increase potential on NIBD, and those in “red” are costing 
themselves 10 percent or more of their current NIBD, by not adjusting their programs to meet the stated 
benchmarks. 
 
 

Highlights of Golf Benchmark Improvement Process 
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Army GOLF NIBD NIBD %
Increased NIBD if 

DG Fees Equal 
Average

Increased NIBD if 
AG Fees Equal 

Average

Increased 
NIBD if RP 
Benchmark 

Met

 Increased NIBD 
if Non-Maint. 
Labor is at 
Benchmark 

Increased NIBD 
if Pro Shop 

COGS Equal 
Average

Increased NIBD if 
Total Maint. Exp. 
Per Hole Equals 

Benchmark

$15.55 $13.32 72.2% 20.0% 75.3% $26,506

*ARMY TOTALS $5,869,007 9.1% $2,732,196 $2,385,870 $8,661,686 $1,333,523 $296,502 $3,636,313 $19,046,090 $24,915,157 29.9%

BENCHMARKS (25th Percentile or Army Average)

Potential 
NIBD % 

 Overall 
Potential 

Increase in 
NIBD 

 Total 
Potential 

NIBD 
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Bowling Program 
Benchmark Improvement Process 

 
 
The table below displays the top and last row of the bowling charts on the following pages.  It highlights 
the Army-wide impact of the listed Benchmarks.  It is estimated that an additional $5.6M in NIBD can be 
achieved if each of the listed Army bowling centers achieved the two benchmarks. 
 
In the Lineage Benchmarks (lines bowled per lane per day) the listed benchmarks are based on 
approximately the 25th percentile mark.  For simplicity, we adopted a single benchmark for lineage this 
year, rather than the four used last year.  The Potential NIBD Increase numbers are calculated 
individually, based on the proper location and category.  The total Army-wide NIBD potential increase if 
all centers met the Lineage Benchmark is approximately $3.5M. 
 
In the Lane Fees Per Line benchmarks, an additional $2.2M in NIBD could be generated if this 
benchmark was met.  Again, we established a single Lane Fee Per Line benchmark this year, replacing the 
four used last year.  Average Lane Fees Per Line, calculated from the net lane revenue GLAC codes (Lane 
Fees minus Discounts, and it does not include shoe rental income) and the installation reported lines 
bowled.  Some managers may use aggressive discounting, free games, etc., to attract new customers, 
which would then impact on their average charge (lowering it), and the results reported here.  
 
The Total Potential NIBD for Army Bowling could be $9.9M per year, an NIBD percent of 23 percent, if 
both Benchmarks were met.   
 
Please note that Food & Beverage information for Bowling Centers is located in the Food & Beverage 
section of this report. 
 
 
 
 
 

Highlights of Bowling Benchmark Improvement Process 
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Increased NIBD if 
Lineage Benchmark 

Met

Increased NIBD if 
Lane Fees Per Line 

Benchmark Met

16.0 $1.83 

Adjusted Army Totals 4,405,936$     10.0% 3,486,256$          2,157,454$           5,643,710$       9,885,314$     23%
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Food & Beverage 
Benchmark Improvement Process 

 
 
The summary tables on the next page illustrate the adopted benchmarks for COGs, Labor, and Other 
Operating Expenses for Army Snack Bars, Dining Room, Regular Bar, and Catered Food. The pages that 
follow the summary are the Benchmark Improvement Process results for each activity in those 
departments that had sufficient information to be listed.  
 
The raw data used to compute the Benchmark Improvement Process information is taken directly from the 
Annual Benchmark Report.  As that report contains breakouts by program, rather than region, we have 
maintained that format in this part of the report for each of the departments.  
 
The Potential Total Additional NIBD from the four listed Army Food & Beverage departments is almost 
$17.4M.  With the current reported NIBD for FY 03 of $18.4M, the total NIBD if these departments hit 
their benchmarks would be approximately $35.7M.   
 
Please note that we did not go back to each installation to obtain data such as labor that was not reported 
in the financial statements.  This is important because many of the smaller programs did not charge labor 
or other operating expenses to their food and beverage departments.  Therefore, departments with little or 
no labor or other expenses listed, may show that they are green, but that is simply because we do not 
know what the real numbers were.  
 
Of the approximately 42 Snack Bars that recorded a negative NIBD in FY 03, if each had met the reported 
benchmarks, all would have been profitable….  Many would have been profitable if they’d met only one 
of the Benchmarks.  This is the normal case for almost all the listed food and beverage activities.  The 
primary value of this Benchmark Improvement Process is then, that managers can take a good hard look 
at where increases to earnings may be available, and take appropriate actions. 
 
 
 
 

Highlights of Food & Beverage Benchmark Improvement Process 
 
 

 
12 

NIBD NIBD%
Increased 

NIBD if COGS 
Equaled 

Benchmark

Increased 
NIBD if Labor 

Equaled 
Benchmark

Increased 
NIBD if Oth 

Op Exp 
Equaled 

Benchmark

Potential Total 
Additional 

NIBD 

Total 
Potential 

NIBD

Potential 
NIBD %

Snack Bar 2,721,964$    12.1% 763,020$         1,840,332$    385,576$       2,981,519$    5,708,316$     25.7%
Dining Room 2,429,734$    5.9% 1,997,979$      4,520,713$    820,468$       7,339,184$    9,768,918$     23.6%
Regular Bar 8,259,308$    35.3% 916,465$         1,457,315$     1,147,402$     3,521,232$     11,775,237$   50.3%
Catered Food 4,943,020$    24.0% 741,888$         2,118,188$     683,379$        3,543,464$     8,400,627$     41.8%

TOTAL 18,354,026$  4,419,352$      9,936,548$     3,036,826$     17,385,399$   35,653,098$    



 
  

 
 

 
 

 

 

Increased 
NIBD if COGS 

Equaled 
Benchmark

Increased 
NIBD if Labor  

Equaled 
Benchmark

Increased NIBD 
if Oth Op Exp 

Equaled 
Benchmark

37.0% 35.0% 7.0%
BOWLING (12 LANES OR LESS) 473,754$          13.5% 172,101$         298,255$         29,162$             499,524$      973,278$      27.7%
BOWLING (13 LANES OR MORE) 1,626,172$       15.0% 288,660$         603,458$         120,404$           1,012,527$   2,638,699$   24.3%
GOLF 35,941$            0.9% 177,594$         635,166$         108,608$           921,375$      957,316$      22.7%
CLUBS 469,726$          30.8% 41,892$           68,839$           34,790$             138,089$      613,286$      40.5%
FB&E 116,371$          7.0% 55,210$           166,732$         60,839$             282,785$      399,156$      24.1%

Adjusted Army Total: 2,721,964$       12.1% $763,020 $1,840,332 $385,576 2,981,519$   5,708,316$   25.7%

SNACK BARS

FACILITY NAME
 Potential 

Total 
Additional 

NIBD  

 Total 
Potential 

NIBD 

Potential 
NIBD % NIBD NIBD%

Increased NIBD 
if COGS 
Equaled 

Benchmark

Increased NIBD 
if Labor  
Equaled 

Benchmark

Increased NIBD 
if Oth Op Exp 

Equaled 
Benchmark

35% 40% 10%
OFFICERS' CLUBS TOTAL ($902,073) -12.8% 529,140$          1,286,998$       330,496$          2,146,638$   1,244,565$   17.7%
COMMUNITY CLUBS TOTAL $2,467,530 11.2% 758,414$          2,111,291$       334,090$          3,203,806$   5,671,336$   25.7%
NCO/ENLISTED CLUBS TOTAL ($87,000) -4.3% 209,652$          225,486$          20,164$            455,304$      368,304$      18.1%
FBE TOTAL $850,138 11.8% 360,860$          457,212$          121,500$          939,577$      1,789,715$   24.8%
THEME OPERATIONS TOTAL $101,749 19.3% -$                  32,269$            10,792$            43,061$        117,143$      22.2%
GOLF TOTAL ($14,723) -0.8% 41,499$            339,648$          3,426$              384,573$      369,850$      19.3%
BOWLING TOTAL $14,113 2.8% 98,415$            60,770$            -$                  159,186$      173,299$      34.3%

Adjusted Army Total: $2,429,734 5.9% $1,997,979 $4,520,713 $820,468 7,339,184$   9,768,918$   23.6%

DINING ROOM

FACILITY NAMES
 Total 

Potential 
NIBD 

Potential 
NIBD %

 Potential 
Total 

Additional 
NIBD  

NIBD%NIBD

Increased NIBD 
if COGS Equaled 

Benchmark

Increased 
NIBD if Labor 

Equaled 
Benchmark

Increased 
NIBD if Oth Op 
Exp Equaled 
Benchmark

23% 25% 4.0%
OFFICERS' CLUBS TOTAL $302,041 23.2% 69,999$              155,220$        47,622$            272,846$       $574,887 44.3%
COMMUNITY CLUBS TOTAL $3,434,400 32.8% 261,876$            906,822$        528,422$          1,697,144$    $5,131,544 49.0%
NCO/ENLISTED CLUBS TOTAL $754,937 34.2% 145,454$            26,187$          201,133$          372,777$       $1,122,411 51.2%

$2,462,360 43.6% 205,937$            144,209$        294,428$          644,581$       $3,106,941 55.0%
THEME OPERATIONS TOTAL ($1,631) -11.8% -$                    8,115$            -$                 8,116$           $6,485 47.0%
GOLF TOTAL $253,427 26.7% 87,514$              73,768$          12,731$            174,015$       $427,442 45.1%
BOWLING TOTAL $1,053,774 37.2% 145,685$            142,994$        63,067$            351,753$       $1,405,527 49.6%

Adjusted Army Total: $8,259,308 35.3% $916,465 $1,457,315 $1,147,402 $3,521,232 $11,775,237 50.3%

FBE TOTAL

REGULAR BAR

NIBD NIBD%FACILITY NAMES
Potential 

Total 
Additional 

NIBD 

Total 
Potential 

NIBD

Potential 
NIBD %

Increased NIBD if 
COGS Equaled 

Benchmark

Increased 
NIBD if Labor  

Equaled 
Benchmark

Increased 
NIBD if Oth 

Op Exp 
Equaled 

Benchmark
30% 30.0% 6.0%

OFFICERS' CLUBS TOTAL $2,362,007 29.4% 216,796$             791,341$         71,845$         1,079,983$    3,441,990$     42.9%
COMMUNITY CLUBS TOTAL $1,647,160 23.7% 297,126$             692,428$         266,784$       1,256,340$    2,903,500$     41.8%
NCO/ENLISTED CLUBS TOTAL $350,701 25.1% 15,604$               125,626$         73,785$         215,015$       565,716$        40.5%
FBE TOTAL $491,640 14.9% 155,909$             405,539$         266,027$       827,478$       1,319,118$     40.0%
THEMES $100,290 42.2% -$                     -$                 -$              -$               100,290$        42.2%
BOWLING $31,646 43.5% -$                     -$                 -$              -$               -$                0.0%
GOLF TOTAL ($40,424) -7.0% 56,454$               103,254$         4,939$           164,648$       70,013$          34.8%

Adjusted Army Total: $4,943,020 24.0% 741,888$            $2,118,188 $683,379 $3,543,464 8,400,627$     41.8%

CATERED FOOD

 Total 
Potential 

NIBD 

Potential 
NIBD %FACILITY NAMES NIBD NIBD%

Potential 
Total 

Additional 
NIBD 
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